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SUBJECT: NATO ARMAMENTS PLANNING SYSTEM: LETTER EOR FRG 
REPRESENTATIVE 

1. MISSION SHOULD PASS SOONEST THE FOLLOWING PERSONAL 
LETTER, DRAFTED BY MR. CALAWAY IN HIS CAPACITY AS CHAIRMAN 
OF THE PAPS STUDY GROUP, TO CAPT HUBNER, FRG REPRESENTATIVE 
TO THE PAPS STUDY GROUP. 

BEGIN TEXT: 

1 FIND MYSELF IN AGREEMENT WITH MANY OF THE MANAGERIAL 
CONCEPTS DEVELOPED IN YOUR EXCELLENT PAPER. I HAVE 
DISCUSSED SEVERAL POINTS WHICH YOU MAY WISH TO CONSIDER IN 
PREPARING YOUR FINAL DRAFT. 

1. NATO AUTHORITY IN WEAPONS ACQUISITION. 
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IN ORDER TO GAIN ACCEPTANCE, ANY MANAGEMENT SYSTEM MUST 
BE BASED ON THE PRINCIPLE THAT THE NATIONS MUST RETAIN 
ULTIMATE AUTHORITY OVER THE COMMITMENT OF RESOURCES. I 
AM CERTAIN THAT YOU SUPPORT THIS VIEW, AND I BELIEVE 
YOUR SYSTEM PROVIDES FOR THIS SITUATION. HOWEVER, INTER- 
PRETATION OE YOUR DETAILED CHART, WHICH DISPLAYS DECISIONS 
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MADE BY NATO BODIES DURING THE EQUIPMENT LITE CYCLE, 

IMPLIES OTHERWISE. NATO CONTROL OVER PROGRAMS, AFTER 
THE REQUIREMENTS OR ACQUISITION STRATEGY PHASES, WOULD 
NOT BE ACCEPTED BY MOST NATIONS. NATO MUST BE INVOLVED 
BUT NOT IN A ROLE OF AUTHORITY. 

2. MAS VICE MAG AS THE ACTION CENTER. 

THERE IS CERTAIN TO BE DISAGREEMENT WITH YOU PROPOSAL 
TO STRUCTURE THE MAS TO MANAGE THE EFFORT. TO AN 
EXTENT THE MAG’S ARE BELIEVED TO HAVE THE RESPONSIBILITY 
FOR MANY OF THE PROPOSED FUNCTIONS. THEY ALSO RESPOND 
DIRECTLY TO THE CNAD WHICH HAS FULL FLEDGE FRENCH/ 

GREEK PARTICIPATION. THE ;AS REPORTS UNDER THE MC THUS 
WEAKENING ITS POSTION SHOULD DISAGREEMENTS SURFACE. 

IT WILL ALSO BE ARGUED THAT THE CNAD IS INVOLVED IN MORE 
THAN TECHNICAL ISSUES AND IS THE LOGICAL BODY TO 
MANAGE AND REVIEW COOPERATIVE WEAPONS ACQUISITION 
PROGRAMS. FOR EXAMPLE, IN THE US, DR. PERRY IS 
RESPONSIBLE FOR ALL WEAPONS R AND D AND ACQUISITION. 

THIS GIVES HIS ORGANIZATION A BROAD VIEW OF THE COMPLETE 
WEAPONS ACQUISITION PROCESS - INCLUDING THE BUSINESS 
ASPECTS AS WELL AS TECHNICAL MATTERS. 

3. IMPACT OF NATIONS ENTERING/LEAVING COOPERATIVE PROGRAM. 
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EVEN WITH A COMPLETED "PHASE DOCUMENT" AND AGREEMENT OF 
NATIONS TO FULLY ACCEPT PREVIOUS WORK ON A COOPERATIVE 
PROGRAM SHOULD THEY JOIN LATER, THERE COULD BE SERIOUS 
DISRUPTIONS. THIS IS ESPECIALLY TRUE IF NATIONS WHO HAVE 
KEY ROLES CHOOSE TO LEAVE A PROGRAM. DEPENDING ON THEIR 
ROLE, SUCH ACTIONS COULD DISRUPT COSTS, SCHEDULES, 
TECHNICAL ACHIEVEMENTS AND CREATE POLITICAL PROBLEMS. IT 
IS PROBABLY ALL RIGHT FOR NATIONS TO JOIN LATER; ALTHOUGH 
THEIR ROLES SHOULD USUALLY BE LIMITED TO ONE OF A 
"PURCHASER" OF THE END PRODUCT, UNLESS THEY HAVE A UNIQUE 
CAPABILITY TO SUPPLY. THIS WAY THEY COULD HAVE A POSITIVE 
IMPACT BY INCREASING THE PRODUCTION BASE AND, THUS, 
REDUCING COSTS. 

4. PHASE DOCUMENT. 

I FULLY SUPPORT YOUR PROPOSAL THAT A "PHASE DOCUMENT" BE 
PREPARED AT THE END OF EACH STEP ON THE ACQUISITION PRO- 
CESS. IT IS ESPECIALLY IMPORTANT IN JOINT EFFORTS TO 
ESTABLISH CLEARLY A BASELINE BEFORE STARTING ANY NEW 
VENTURE. IN THE US WE CALL THIS A DECISION COORDINATION 
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PAPER (DCP), AND IT CONTAINS THE STATUS OE THE PROGRAM, 

THE GOALS FOR THE NEXT PHASE, AND THE SPECIFIC DIRECTION 
TO THE PROGRAM MANAGER EROM THE SECRETARY OF DEFENSE. 

THE PROBLEM WE HAVE ENCOUNTERED IS THE TIME AND EEEORT 
REQUIRED TO COORDINATE THE DCP THROUGHOUT DOD ALTER THE 
END OE A PHASE. FORTUNATELY, WE ONLY HAVE THREE SUCH 
CYCLES AND THE EEFORT IS TOLERABLE.WIT( YOUR PROPOSAL 
WE MAY ENCOUNTER RESISTENCE TO SO MANY PHASES IE THE 
PHASE DOCUMENT APPEARS TO BE DIFEICULT TO PREPARE AND/OR 
NATIONAL AGREEMENT ON THE DOCUMENT APPEARS TO BE DIFEICULT 
TO OBTAIN. THIS NEEDS A DETAILED STUDY. 

5. PERMANENT MANAGEMENT CADRE. 
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THE PROPOSED PERMANENT MANAGEMENT CADRE CAUSES ME A LITTLE 
CONCERN. RECOGNIZING THAT THE ULTIMATE COMMITMENT OE 
RESOURCES AND, THEREEORE, PROGRAM DECISIONS MUST COME 
EROM THE NATIONS, I LEAR THAT A PERMANENT STALE WOULD 
LOSE TOUCH WITH NATIONAL SITUATIONS. THE RESULT COULD 
BE A BREAKDOWN IN THE PROPOSED MANAGEMENT STRUCTURE OR 
SERIOUS DELAYS IN NATIONAL COMMITMENTS TO THE DETRIMENT 
OE COOPERATION. PERHAPS THE MANAGEMENT CADRE SHOULD BE 
AN "AD HOC GROUP" PROM CAPITALS WHICH IS PORMED UNDER 
THE APPROPRIATE MAG (OR A NEW REQUIREMENTS GROUP OP 
EQUAL STATURE AND REPORTING LEVEL) WHICH ADDRESSES SPECI- 
PIC MISSION NEEDS OR PROGRAM PACKAGES. 

I HOPE THAT THESE COMMENTS ARE NOT TOO LATE TO BE OP VALUE 
TO YOUR PRESENTATION AT THE PORTHCOMING MEETING. I PLAN 
TO BE IN BRUSSELS ON TUESDAY APTERNOON AND WEDNESDAY 
(28/29 MARCH) AND WILL BE HAPPY TO DISCUSS THE ABOVE 
ISSUES PURTHER AT YOUR CONVENIENCE. 

WARM REGARDS, 

BOB CALAWAY 

END TEXT 
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